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A POWERFUL COMBINATION
The disciplines of Lean and Six Sigma are natural partners. The principles behind both are increasingly woven into the majority of business improvement initiatives. Both Lean and Six Sigma have been proven across service industries and the public sector. However, when they are applied to people-based working practices, it is becoming more complex and challenging to sustain long-term results.
THE CHALLENGE
The result of any Lean Sigma project should be a lower-cost, more effective and efficient operation focusing on the voice of the customer. This is achieved by reducing various types of waste, improving quality and finding more effective ways of working. Ultimately, the customer experiences a superior service. As most Six Sigma projects are selected based on their return on investment (ROI) and Lean projects are implemented to drive out waste, returns are measured at the end of the project. To have the same or improved level of performance 100 days after the project has finished and the Lean Sigma professionals have moved on is often the all-too-elusive objective.
Why is this so hard to achieve? Sadly, reality is that often benefits or savings are very localized within Collins, VP Life Sciences, Tania Roberts, Senior Consultant and Six Sigma Black Belt, Nimbus Partners, Stansted House, Rowlands Castle, Hampshire P096DX,UK.
Sylvia
Correspondence to: SC Email: sylvia.collins@nimbuspartners.com functions or process silos and do not necessarily improve the overall end-to-end process. Frequently, the savings degrade over time as old habits creep back in because the changes were not internalized by the people left behind to do the day jobs. Also they are illequipped to sustain and build on the improvements.
The ultimate goal can be summarized in 2 words ·'Adoption' and 'Sustainability'.
Adoption
Has everyone in the operation adopted the changes in working practices and behaviours recommended by the Lean Sigma project? Poor adoption is where the variability or inconsistency, the enemy of Six Sigma, creeps in.
Sustainability
Can everyone continue to perform at the new level and drive process and performance improvement under their own steam? Or do they need the constant supervision of the Lean Sigma professionals or another formalized project?
Toyota has a couple of useful adages. 'You should come to work to do your job and to improve your job', and 'Improve 1000 tl1ings by 1 % continuously'. The results of this level of focus at Toyota is clear.
THE ANSWER TO THE ULTIMATE QUESTION
Lean Sigma is a set of proven principles and techniques. So to achieve Adoption and Sustainability we do not need to change the principles or add yet more techniques.
What is required is a supportive Change Management capability available to everyone. That means understanding how people currently behave and how to change those deep-rooted behaviours.
Successful behavioral change is driven by:
• understanding (why am I asked to change?);
• instruction (what should I do and what can I make a difference to?); • motivation (what incentives are there to make me change?); • capability (can I make a change easily as part of my daily life?).
The aim is to make change a core competence. While constant change can be disruptive, people should be aware that they can, and do, make a difference. They need the capability to improve 1000 things by 1 % continuously, or to highlight where change is needed.
A key element of both Lean and Six Sigma is process improvement. At its heart, stakeholders must be able to visualize, understand, improve and automate processes. Because processes, and the tools that support processes, are usually owned by the IT function, organizations become fixated on automation. Yet it is widely acknowledged that the early benefits come from re-engineering a process, with the selective automation driving even greater benefits. Using a Business Process and Performance Management (BPM) application that considers the needs of the end-users, ensures projects lock in the benefits of the Lean Sigma activities, and enables a culture of continuous improvement. Selecting a BPM solution that both drives process visibility and ownership out into the business community and provides valuable capabilities to drive automation, is critical to making change a core competency of the organization.
Most BPM applications on the market today have emerged from the automation angle, adding a modeling tool front-end to their automation capabilities. While understandable to business analysts, the challenge comes when looking to extend ownership and engagement out into the organization. These are the people that ultimately deliver the success of the Lean Sigma initiatives.
The BPM applications should deliver, as a mini-mun1:
Understanding: what is the context of this activity, where does it fit within the overall organization endto-end process, how do my actions support the organization strategies, how do the applications or systems, documents, training materials, policies and work instructions fit together? 
IS THIS NEW OR JUST RE-BADGING FLOWCHARTS?
Flowcharting and diagramming tools have been around for years, along with post-it notes and flip charts. But they can only satisfy a very small part of the needs of end-users during the project, i.e. documenting a process. What is required is an enterprise software application specifically designed to support all the needs, in three distinct phases:
(1) Project: during the project to capture the process and related information, get buy-in from the endusers, maintain version control and manage signoff and the automation of processes; (2) Roll-out: getting buy-in and adoption of consistent working practices and processes across multiple teams and geographies. Getting a clear understanding of the training needs and measurement by role; (3) Ongoing operation: maintaining consistency and compliance, performance measurement and monitoring, and driving improvements from suggested changes.
DELIVERING BPM USING NIMBUS CONTROL-ES
Nimbus control-ES (branded Nimbus Pathway for use in the health and social care industries) is a BPM application that has been designed to drive process improvement and change management projects across the entire enterprise. There is additional functionality designed to support the specific needs of Lean and Six Sigma projects both during and after the project. With it you can:
• Capture end-to-end processes in live workshops, engaging end-users and rapidly identifying areas for improvement. Build a hierarchical process map starting at the highest level so the improvements are in the context of the overall organization direction. • Automate the processes to lock-in the changes in the new working practices. Then integrate the automation back into the process diagrams, which provide the context, training and measurement of the automated processes. • Identify key performance metrics, which drive the correct behaviours rather than reinforce existing custom and practice. 
RESULTS, NOT SOFTWARE
It is critical to focus on the organization's success, and not software. Within the health and social care industries, the Lean Healthcare initiative is developing out of proven methodologies, which combine the principles of Lean, Six Sigma and Kaizen. Nimbus control-ES supports and delivers this methodology providing a practical framework, which supports and leverages the Lean Healthcare initiative. As well as Lean and Six Sigma Nimbus control-ES has been proven in every aspect of strategic change, across all industries:
• compliance (IS09000, EFQM, FDA, Basel II, Sarbanes Oxley); • implementing and benefits realization around software applications (SAP, Oracle, Siebel, JDE, MSDynamic); • outsourcing (business process or IT applications); • mergers and acquisitions (due diligence or postmerger integration); • process and performance management including Balanced Scorecard.
Video interviews found at http:/ /www.nimbuspartners.com that include Toyota, LloydsTSB, Lockheed Martin, Taylor Woodrow and Cognos, give an insight into the experiences of these different organizations in relation to the implementation of a wide range of change initiatives.
When selecting a Process and Performance application that can lock in the benefits of Lean Sigma, it is essential to identify one that really delivers a mechanism for continuous improvement of process and data. Pete Pande, President of Pivotal Resources and author of 'The Six Sign1a Way' said 'I am presented with Six Sigma tools every day. Control-ES is the first I have found that genuinely supports the most critical aspect of Six Sigma -that is, to clarify and drive end-to-end process management and improvement. It also helps ensure gains are locked in, through ongoing measurement and monitoring support'.
